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ABSTRACT A L. : ,
Advice on develop1ng a consult1ng pract1ce 1s offeged
to academicians who are 1nte:ested in initiating part-time consul;ng
work while ma1nta1n1ng a pr1mary focus on teach1ng. Steps in thig
process are assess1ng one's marketability, contacting the agency,
develop1ng a project work plan, and completing the work. Marketable
skills include: conducting planning studies; developing a survey
instrument or samplzng, grantsmansh1p sk1lls‘ and substantive
knowledge or expertzse in a specific subject area that can help
agencies provide services, improve client compliance, or improve
outcomgs. The foIlowing aspects of applied research must be
acceptable ‘'to the academician: use ,0f less than reliable data; loss
of control over the study's focys; competing interests regarding the
oytcome; problems that often cannot be clearly defined; and providing
practical advice father than qualified research-findings. The .
individual must also establish time ava11ab1l1ty for consu1t1ng.
Networking is the process of developing and us1ng contacts and is
necessary for 1ncrea51ng understanding of the .system and maintaining®
links with agenc1es that need copsulting service¥, Def1ning a work
plan includes written spec1f1cat1on of the consultant's role for the
agency, time frame of the work,’' agency 1ngut, and reimbursement.
Tasks involved in completing the work include developing and
maintaining a working relationship with the agency staff and followup
to ensure full. use of the consultation ‘product. (SW) .

-
LS

© -

7 -’

\ ¢
o wi .
’ ;. ? .

L
. s

***********************************************************************

* Rﬁp?oduct1ons suppl1ed by EDRS are the best that can be made *

* from the original document. . X
********************************************************&**************




p

D225 444

“"PERMISSION TO REPRODUCE THIS l

. > t : MATERIAL HAS BEEN GRANTED BY -

Pacsy pecks .

TO THE EDUCATIONAL RESOURGES
INFORMATION CENTER (ERIC) "

s

ACADEMICIANS AS CONSULTANTS: TRAVELLING BETWEEN TWO CULTURES .
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INTRODUCTION

» ¢ 1

Public and private non-academic settings provide interesting and challenging

\4J problems for the academucnan. Such settings give the academician an opportumty

~

to apply theoretacal knowledge to real societal problems and to use research find-
ings or test methodologles in a realistic sett|ng In return, the academucnaq learns ’
how agencies function and | is exposed to new problems. This experience proves -

quite valuable in the c]_assjroom, allowing information to be presented to students

»

with far more practical and realistic orientation. There are, of course, more
{
immediate financial rewards for part-time consultin§ Aithough one is not likely to

become wealthy, it is possible to obtain summer funding and significant income .
supplementation. Finally, part-time consulting prpvides contacts and career options .
for the academician and his/her students in times of difficulty in the academic c
market. ' ’ y .
[ 4 . .
‘This paper is addressed to those individuals in academic positions who are
interested in initiating p'art-time consulting work while maintaining a prirfmrv focus

LY

on teaching.«l am assuming that most of you have little or no oonsultlng experience .

\ )

W and are seriously considering becoming more involved in public sector consultmg e
F\\ My purpose i to provide an over‘\>iew of the steps involved*in develo;hng a ocon- -’

»

(f,\ sultihg practice and give more specific advice on initiating this practice. '
> J R
~ These 'steps are: Assessing yobr/m'arketability‘, Contacting the agency; Develop- '

ing a project work plan; and Completing the work.,
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Assessing Your Marketability ’ .

Three broad issues may be identified m thls initial stage identify your
markdtable skills, determine what you are mterested in doing, and establish the

degree of your availability. Your first task is to ldentlfy the skills you possess
¢ . .

that would be of use to an outside agency. I[f you have a professional degree or

4 .
7

teach in a professional degree program, th,en you could be hired to perform tasks

that practicing professionals’ in your field generally carry out assuming that you
. ‘ \
are adequately licensed or certified. As a planner, for example, | have been

asked to do several long range institutional planning studies for a local 1,200 bed

[N

hospital system. Other teaching professionals such as physicians, attorneys, .architects,
. ;

" and social workers have obvious skills that \'yould be of Vvalue to a'gencies

- o

Academlclans in dlsclpllnes not orlented toward pcofesslonal practlce need to
|dentify creativé uses of substantive knowiedge andlor methodoioglcal skills. For .
example, a soéial scientist with skills in experumental design and statistics can assist
an agency in developing a survey ‘instrument or sampling procedure That same
md:v:dual may provide assistance in \analyzing avallable agency data to document
acoomphshments or identify trends. Spec:allzed knowledge of metbodologncal { studies
can ald agencu'es in |dentifying sources of error in thelr own st&iies that have led
to unexpected resylts. Grantsmanshlp skills may also be marketable as agencies
are seeking additlonal funding to extend t-h\ir servxces. ‘ . / .

[

Substantive knowledge, or, expertise in a specific subject area prov:des
‘ o

another source of potential consulting. Specific' understanding of the aging process

.can aid in identifying predisposing or intervening factors that may inhibit the use

¢

- . P “r/ . . .
of new services. Knowledge of current research findings may help local ageniies

. N 3

deal better with sonie of their current responsibilities, improve client compliance, =~ _,
3 . . ¥ -

or change programs,to improve outcomes.




?

Understanding program operations,*administrative procedores(“ or financing .
can also prov:de consulting posslblhtles Due to pre-academic experience in a
-planning agency, l. developed an mtlmate understandmg of the Certificate of Need
process in South Carolma As a result of that' knowledge a local group of physi-

cians and developers hlred me (after | left the agency) to asslst them in writing a
» :
Certlf'cate of Need application. ~

- A more .active‘-approach is to consider what specific problems exist and where

LN

yo-ﬁn help. For example, what agency programs could be improved with better

datd collection or analysis? It should not be too difficult to identify these problem

areas since publications of bath public and professional circulation continually be-

.t
2

moan program feilures._ State and national professional societies are probably.the

- .

most fertile sources of problems experienced by agencies in a speciﬂc field. . Improv-

ing methodologies, deelinglwith funding cutbacks, and developing public awareness
&
are just a few such issues. !-Iavir'\g developed some understanding of agency activities,

. you could then consider what agency positions 'you cbuld fill. Perhaps more to the

-

» . - ,
point, what functions and tasks performed by agency staff would you be interested

in doing yourself? In short; you probably have cerltain skills or knowledge‘ based on

your professional training or experiences that would be.sought out by agencies '

£ X4 ' -
. » »

once you made your presence known. - . " A
. . ‘!

4 ‘This raises an important question: are you really inte\*ested in" working on

agency problems in an applied way?, Working outside an academic environment can

be stimulating, but there are several aspects of applied research that you must be
willing to accept. These aspects include:’ !
1) Use of'available data that may be far from reliable;

" 2) Loss of control over the study\'s fotus;
-

[
>
. . »
S

el .. . ‘ t
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3) Competing interests regarding the  outcome; ,
. 4) Problems that often cannot be n_eatly defined, let alone solved ;
. L N . .
.5) Working directly with non-aca;demlc professionals who are not interested
in the theoretical as{fects of your work; and

. 6) Providing practical addice rather than .qualified research findings. \
- . ‘ ﬁ ’ . L]
To be at all successful, yg::j;nust be interested in and able to accept these conditions

In addition, ‘consider your institution's attitude toward non-academic work in

. - N -

tenure and promotion decisions. Whjle publication of applied $search is certainly

possible, are such publications yiewed as favoral)ly as. "pure resegrch"? If your
. . . ,

outside work results in no bublication at all, will this public service effort be

’

recognized b,y the unlverslty7 ? Given a clear undérstanding of what you can do
for one or more agencies it is necessary to consigert your avaulabuluty outside of *

your academic position s requirements... Of concern h'ere is how much time is ava|l-
’ L

> able, when that time is available, and your employer‘s attitude toward part-time

>

"faculty consulting. In general, an academician's time ,is most avajlable in the summer,
, ‘e /7
. . . A}
although some free timeyfor consulting can. usually be found during the academic
‘year. The university's policy towards consuiting and appbied. research is critical.

+

Unuversnties demand faculty productivity outside the classroom in the form of
publications, research, and/or public service. The relatnve emphasis of a specific

department relates to the nature of the university's mission and academic discipline.

M -

. As a land grant institution, Clemson's policy explicitly ‘ .

®"encourages consulting activities, provided that they present no conflicts
: -~ . of interest and result in no diminutuon of the quahtity and quality of pro-
' fessional ‘services rendered to the Umvers:ty as part of the faculty member's
normal dutjes and responsibilitles. (Faculty Manual, Clemson Universnty
p. 111-113).

This policy derives from the_desire of l;he University to help serve the needs of

the state and reoo'gnizes.the importance of ‘bonafide consulting for the professional

growth of the faculty. . . - ' ("
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Regardless of the favorable nature of the institytion's consulting policy,
A
an academic consultant might receive some crltlclsm from his pe“ers practltloners in

[

your field may feel that you are unfairly competmg with them, partlcularly if you

¢
use relatlvely mexpensnve student help; fellow faculty members may be jealous -

of your extra mcome feéling that your university duties must be suffering;. and

the university adniinistration may feel that you should always work through the|r
Qt

system. ) ' . , o

’ D L4 . "‘b‘ ’ ‘

Contacting The Agency . .

- *"\ Given a conception of what contributions you can make to an agency, a .
' .
personal interest in consultlng, ‘and univversity approval the next steé: is to make
J oontact with an agency. l have always been contacted by an agency with a request

fral\ them to provide a profess1onal serv:ce . \Thus is largely due to the fact that
v 7

<

| worked in an HSA for several years in South ‘Carolina prior to 't:.xku};n»-acadenuc_
pa

posutlon in ‘the same state. This no?racademlc experience has bee rtucularly
" helpful in: - : ’ '
1. Developing an understanding of various agencies' operatlons and ' /
] concerns from theur perspective; ' -
.j 2. Developing a‘realistic ?nd applied approach to problems; o . |

3. Identifying possible tooics of..inté est to'the agencies;‘ and o
:‘ T4, Develo'ping a network of contacts within the state. ’ ,:“” i ) *
By developmg in theefour ageas, you will be- asked for help by agencues "PAbove all
else, a consultant must provide a servl‘ce that the ggg_r_u_:_y perceives tq be useful: '
.realistically sol&mg an" agency's problem in a way that is acceptable to the agehcy" y

and its political environment. This requures the oonsultant to understand the ' A\

"academician should h.ave an understanding of .how lstmg\programs operate
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v

who is involved, what problems are dealt with, what resources are available, what

v ' .
issues are not considered, etc. Regbrdless of your own professional view, you

~ ~

will be expected to work with the agency's perspective ln mmd For example, !

4acyas hired to write a position paper by the S.C. Hospltal Assoc:atlon on acute care

¢
o

bed need It was clear:thattthe purpose.of the pos:tlon paper was to protect
t
hosp:tal interests 5y proposing advantageous mod:flcatnons in the state bed need
e

formula. While I certamly tried to move the Hospltal Assoc:atlon Planning Committee

toward my own point of view, in the end the paper had to represent a position the

Hospntal Assopat:on could endorse. \/ ) ) ,y . ‘F-‘
‘I‘ "

"Networking" "is the process of),developmg and témg contacts and is necessary

5

* for both increasing your understand'mg of the system and maintaining links with

L N R 3 . . e -
agencies that will request your services While networking methods used vary some-

what dependmg on ones personal style and pos:tlon, all successful networkmg is
’ °,
N based on competence, mt‘erest and initiative. . . / . -
If you feel 'the need to widen your understanding, revivv' the literature in
B [ 3 - N

- rd

the' field then take thé initiative and speak to knowledgeable people. After you

¢ ‘.mr"'lv,)
have done sorpe background re?admg, contact colleagues in academlc settmgs S_eek
. e 5
e oontacts wlth agencies, providers, fac:ht:es, and releyant profess:onal soc:et:es. ,."
«4_) v
» ‘adp
In addltlon read agency and- sdclety newsletters, and contact profess:onal society .

staff members. lf you are competent and show an mterest m applied problems

P

you should obtain both a reahstlc, current ungderstanding and useful contacts for
» [}

future v‘ork. Don't be ”surpriged if one of the people you meet takes a special .,
) R

interest in your career and becomes’a mentor. | would sug}p‘St that an academician

v-*

entering consulting should focus his/her efforts to make contacts in a specific geog-

raphic area and subject matter. As your interests and opportqnltles grow, the focus
of your work can expand or shifs. ,
’ . - * . .

~ L

e ' /
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For graﬁua‘te students .who are seeking an applied focu?in their w'ork,‘ Toe »‘ \
o~ /

addltlonal Opportunltxes are available. Clearly, substantive competence is basic
for all professuonals. Applied rather* than purely theoretlcal oourses

s ‘ [
should bé sought after the basic theoretlcal core has been taken. Methodology

' N

used in the field should als&‘;&g.e sought through coursework and appli‘ed‘;esearch

Y

experience. Useful experieri‘cém,,may be gbtained through summer work with
‘ :* L ' . L ’ "
‘local agencies, applied faculty research projects, and work-study arrangements. .
o A\ A\ .
¢ This experience cap also be very helpful in determining your level of interest in,

applied work. | would also encourage you to develop your written and oral communi—

cation skills as much as posslble esp_/cxally d,eveloplng ah ablhty to present ln-

-

)

formation in a succinct and’ easlly understandable manner ' ’ "o
.Most networking involves individual éontacts. and professional relationships'

with practitioners-. * Publication is another way of making oontacts If y‘c.)u are )

lnterested in being known by practxtloners, send articles to apphed journals and '

’ professuo.nal society newsletters Part:cupate in state, regTonal and mational \50cxety' ) ) \
meetings. ,Also,. be willing to use the general interest media, commenting (if Che
- asked) on rélevant issues.. " This can lead to speaking “engagements fon local service .

gronpsﬁ(,‘g‘ghm&gtary, Sertoma, etc) and a broad reeogr;ition of your interest and ' .

expert{fse.' ) ’%‘:\ o : . ¢ . . C .
b 4 )

Qne s profgssnonal reputation is dlrectly developed by experlence Due to the

a " . .
q*im,» 2 \ )

apphed professlonaf nature of Clty Planning, | have had the mlxed blessing of

directing several public se:v!ce projects jn South Carolina. These projects provide .

useful, realistic experience for the students arid relatively ine;<pensive prlofessional'.
ﬂasslstance for the chent. The Unlverslty enoourages “such projects as means of

providing public se'rvice to the state. 4f your class does a decent job, you can

éxpect to be contacted by ether potential clients who \desire siniilar assidtance. . ) “

.
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However, practicing members of your profession may view these projech as direct
and urffair competition. ,So be very careful,, to ensure that the projects are open- .

ended, in that professmnals will be requ:red to CN the suggestions made by

the class. -

Defining a Workplan With The Agency . . ‘ »
S e R . -
The third major step in the cénsulting process is to specify+in writing the

tasks that you will perfofm for ‘the agency once a general agreement has been
Fea_qhed. This includes spectification of: 1) your role and products" for the agency;’
2) time frgme' of the work; .3) agency input; and 4) (eimbursement.

In understandmg your role and products, be sure that you understand the
~a
final use -of your effor‘t Are you fulf‘llmg a reporting fequirement, supplementmg

staff for a specuf‘c tasR providing expert judgement or provudmg assistance

with a partlcular methodologxcal techmque" The format of your product must be g Y
Mo

clarified: is it a separate wrltten report, part of an agency document, an oral
= . . * ., // ) ~
presentation (i.e., testimony), or some combination. To avoid any misunderstand-

0

ir;gs, a writteq agreement o'f what s expected .(including any changes) is desirable.
Similarly, the timeframe pf the work is clarified. In addition to a deadline

for project .compl:ation’, chéckpoihts or milestones are quite helpful to ensure that

your* work is proceediﬁg ae expected in both schedule and &ontent. The agency

should also have a clear understanding of when yoﬁ are working on their project;

if it is during the summer you may be working full-time for them. During the

. — . AN
academic year, it may be on a one 'da week or weekend basis.
Agency input varies Sccording he *thsk and styles of the agency and

consuitant. My preference is to prowde the technical and professional expertlse,

‘Y
having the agency provide admingstrative functions (typing, duplicating, supplies, etc) .

Thus | avoid major overhead expenses and am concerned onj)y with'the actual )

©

~

¢ . - 2 J

’

o
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professional .product. * It also .forces the agency to share the responsibility for Imy
tasks -- if they avoid tyoing my manuscripts or do not provide the data requested,
then they are respons:ble for any delays that follow .o

A, very |mportant issue to’ cons:der is the question of retnbursement and

method of paymen,t. Professions vary in terms of standard charges and methods for '

’

est‘ablishing ‘charges. | have generally}worked on the lbasis of an ‘hourly charge or
charge per task, which is computed directly from what | estimate the.task will
require ir: man-hours. Other approaches might be a fixed fee for a specific type
of analysis, or percentage of the p}s‘iect cost (which is \common ‘in architectural
work). Agencies often ‘have specific regufations or policies governing consultants
that cover'methods and levels of reimoursement, travel expenses and mechanisms -
for payment. Determining your fee is by no means easy and should reflect your
oyerhead, experi'ence, prevaili.ng r'atee, and nature o‘f(;vﬁe\\}vprkl. Fees can bd

set either too high or too low. '

v'é related issue is whether the project is done.on a private basis o'r\through
the university. If you are doing a class proiect or using university resources,
then the job is properly administered through the university. Thig forces you to
work w:thln the school's, payroll system, bureaucracy, and overhead structure. My

.

preference is to work d;r.ee-&\y w;th the agency on an lnleIdual bas:s, although |
1%

havé‘gworked on funded pro;ects that functloned\ through the university. As a-word

of caution, special arrangements made within a state system are feas:ble, but re-

quire é}reat patience. A small job done through the ‘'stale system (that included

both Clemson and the State Health Departmgnt) requured six months of bureaucracy

" to receive payment for work done over a month 3§ time.

»
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(.\Completing the Work

The tasks involved in completlng the agreed upon workplan follow directly

& - from the steps outhned in the previous sections. These tasks lnclude

1) Developing and maintamlng a working relationship with thwgency
staff; o . £

v 1

2') Keeping them informed;
' ' 3) Working on schedule; .’ toe .
4) Working competently and-ethically; and .

5) Follow up to ensurd full use 6f your work.

°

In addit’ion accurate records.of time .worked expenses and travel must be main-

f

tained for the agency as well as the IRS. :H:An important factor to conslder in
A

completing the work is ‘to seek expllcntly to be of practical use to the agency Be

»

‘.aware of the politics of the agency, the.use to- which your work will be put, ano
how this effort relates to other agency activities. This includes follow-up activities,
assusting the agency to use your input to the greatest extent poss:ble You might
provide addutional brlefings fo ‘staff or others check the progress of implementation

of your work, and generally make yourself available after the contract period has

* LY

. expired - . - . IS

. For example, after writing the CON application for an ambulatory surgery
group, | worked w:th them for a few hours suggesting procedural, presentation,

and lobbying strategies. While lﬂprobably did little more than con\firm their well

A,

nc ived plan, it was clear to them t'hat | was doing everything possible to achieve

the desired outcome, '“ o : S B Y
Summary .. .

S -

1 have found part- -time consulting to be worthwhile, challenging, and

rewnrding as an academician. l percelve my prlmary objective in these consulting

t

@ces to be serving the agency 's neeqs rather than my own particular |nterests
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or viewpoints. This approach implies that.one-is competent, Qlly understands the
- I ) ] .

agency's 'situationfd makes contacts without directly marketing oneself, and has

-

LT * [
this agency service perspective clearly in mind. While part-time consulting has 7
/ { )

its share of* frustrations and at times places extra demands on an alread; full-time
it ‘
position during the aca@gmic year, 'I, have found the opportunities and rewards of i

consulting to be f‘hlly worth the’extra effort required.
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